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Summary 


1. The Commission for Public Complaints Against the RCMP (CPC) is an independent body 
established by Parliament in 1988 that receives and reviews allegations of inappropriate 
conduct by members of the Royal Canadian Mounted Police (RCMP). 


Dy In October 2005, the Public Service Commission (PSC) tabled an audit report of the 
CPC’s staffing activities. The report outlined significant staffing irregularities in the exercise 
of appointment authorities delegated by the PSC to the CPC. As a result of the audit, 
the PSC imposed conditions on the CPC’s delegated appointment authorities. 


3. The objectives of this follow-up audit were to determine whether the CPC had responded 
adequately to our recommendations from the October 2005 PSC audit report, and to 
determine whether the CPC had met the essential elements identified by the PSC to support 
the implementation of the current Public Service Employment Act (PSEA), which came into 
force on December 31, 2005. 


4. Our follow-up audit concluded that the CPC has responded adequately to recommendations 
made in our 2005 audit report. The CPC has improved its staffing systems and practices over 
the last three years. A comprehensive staffing management framework is now in place and the 
CPC has created an environment that supports values-based staffing. 


5. We found that 12 appointments complied with the PSEA, other governing authorities and 
policies and the instrument of delegation signed with the PSC, including all 10 appointments 
resulting from internal advertised appointment processes. We also found three external 
appointments where one essential qualification was not assessed. While the CPC’s monitoring 
activities identified this concern, corrective action was taken only as a result of the PSC audit. 
We also found that the files for five non-advertised appointments did not contain adequate 
written rationales. The CPC’s monitoring activities identified one of these cases. 


6. | While we are concerned about the need for the CPC to improve its non-advertised 
appointment processes and to strengthen its monitoring activities, including corrective action, 
overall we are satisfied with the CPC’s staffing activities. 


7. In view of the audit findings, the PSC has removed the conditions it imposed in 2005, 


and has signed a standard Appointment Delegation and Accountability Instrument with 
the Charmot the vG: 
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ale 


12. 


Introduction 


The Commission for Public Complaints Against the RCMP (CPC) is an independent body 
established by Parliament in 1988 that receives and reviews allegations of inappropriate 
conduct by members of the Royal Canadian Mounted Police (RCMP). The CPC conducts 
investigations, holds public hearings, initiates complaints, reports findings and makes 
recommendations to the RCMP Commissioner and the Minister of Public Safety Canada. 


The Governor in Council appoints the Chair of the CPC; the incumbent has served since 
October 2005. The other key officers are the Executive Director, the Senior Director, 
Operations and the Director, Strategic Policy and Research. The CPC had 44 full-time 
equivalent employees in March 2008. 


The Public Service Employment Act (PSEA) governs appointments to CPC positions. 

The CPC is part of the portfolio of the Department of Public Safety Canada, which provides 
administrative and management support services, including human resources services, 

to the GPC. 


In October 2005, the Public Service Commission (PSC) tabled an audit report on the 

CPC’s staffing activities. We examined 51 selection processes completed during the period 
from April 2001 to September 2004 and concluded that the majority of these appointments 
did not comply with the merit principle under the PSEA or the conditions of delegation. 
Selection processes were designed to allow for the hiring of pre-selected individuals. There was 
no infrastructure in place to effectively manage the staffing system, roles and responsibilities 
for staffing were unclear, training on staffing values was not delivered and there was no 
evidence of human resources planning. Our audit also revealed that the human resources 
service provider failed to provide expert advice to the CPC. 


As a result, in 2005 the PSC placed conditions on the CPC’s delegation of appointment 
authorities. Until the PSC was satisfied that a proper staffing system was in place, the CPC 
Chair could not delegate appointment authorities to anyone other than the Executive Director. 
The CPC was also required to submit quarterly reports to the PSC on its staffing system. 
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Focus of the follow-up audit 


13. The objectives of the follow-up audit were to determine whether the CPC had responded 
adequately to the PSC's recommendations from the October 2005 PSC audit report, and to 
determine whether the CPC had met the essential elements identified by the PSC to support 
the implementation of the PSEA, which came into force on December 31, 2005. 


14. The follow-up audit covered the period from January 1, 2006, to March 31, 2008. 
The follow-up audit activities consisted of interviews with human resources advisors at the 
CPC and Public Safety Canada and with CPC hiring managers involved in staffing activities. 
We examined all 17 appointment processes that had resulted in 20 appointments made under 
the PSEA during the period under review. We excluded casuals, students and deployments. 
In addition, we reviewed documents regarding staffing activities at the CPC, such as plans, 
policies, programs and reports. 


15. For more information, refer to the About the follow-up audit section at the end of this report. 
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16. 


WE 


18. 


19. 


20); 


Observations 


A staffing management framework is in place 


The Public Service Commission (PSC) delegates appointment authorities to deputy 
heads through a signed Appointment Delegation and Accountability Instrument (ADAI). 
This instrument identifies the appointment and appointment-related authorities being 
delegated, the authorities that may be sub-delegated, the conditions of the delegation and 
how deputy heads will be held accountable. In signing the ADAI, deputy heads agree to 
respect the requirements of the Public Service Employment Act (PSEA), the Public Service 
Employment Regulations and the PSC’s appointment policies. 


A key requirement of the ADAI is for the organization to develop a staffing management 
framework based on the PSC's Staffing Management Accountability Framework (SMAF). 
The SMAF sets out the expectations for a well-managed appointment system that respects 
the’ PSEA’ 


In February 2005, towards the end of the previous audit, a new Executive Director joined 

the Commission for Public Complaints Against the RCMP (CPC) and introduced changes 
in the CPC staffing practices and other human resources areas. The CPC developed a staffing 
management framework based on the Public Service Commission’s SMAE. It developed and 
approved the mandatory appointment policies on area of selection, corrective action and 
revocation, and criteria for non-advertised processes. The CPC’s mandatory staffing policies 
and criteria were discussed with union representatives and employees and were adopted 

by the Management Committee. 


We found that the CPC conducted human resources planning in a timely manner. 

The Management Committee discussed the Human Resources Strategy and the 2007-2008 
Human Resources Plan during meetings and integrated both into the CPC business plan 

and priorities. By July 2007, the CPC had conducted an organizational review, redesigned 

its business processes and updated work descriptions where required. To enhance the CPC’s 
capacity to review complaints against a growing Royal Canadian Mounted Police organization, 
the Treasury Board approved a request for additional funding for 16 new temporary full-time 
equivalent employees in September 2007. 


We noted that the CPC put administrative measures and procedures in place to improve 
staffing activities. The Chair informed us that he was determined to make the CPC an 
employer of choice and to improve its human resources management practices as part of 
changing the work environment. Human resources guiding principles were articulated by 
the CPC and integrated into its human resources activities. These guiding principles covered 
regular and open communication about the new staffing regime, information on human 
resources matters, endorsement of appointment values and human resources 


monitoring activities. 
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21. The hiring managers we interviewed understood both their roles and those of their human 
resources advisor. The performance agreements for senior managers included specific 
performance measures with respect to human resources management, including whether 
a staffing strategy was in place to ensure operational requirements were met. 


Human resources services to the CPC have improved 


22. We expected the Chair of the CPC would ensure that a qualified human resources advisor 
would be available to provide expert advice and to play a challenge role with managers 
involved in selection processes and that managers and the human resources advisor would 
clearly understand this role. Like other small organizations, the CPC relies on a larger 
organization for the provision of human resources services. 


23. We found that the CPC had put in place a memorandum of understanding for the delivery 
of human resources services with Public Safety Canada, in which roles and responsibilities 
regarding staffing were defined. The CPC ensured that the human resources advisor from 
Public Safety Canada was a person whose expertise in the PSC Appointment Framework 
had been validated by the PSC and was available to provide expert advice. In addition, 
the CPC engaged a contractor to provide expert advice and support in staffing. 


24. We found that the CPC’s use of expert advice contributed to improving its staffing system 
and practices. The CPC developed and implemented templates to help hiring managers. 
The CPC also developed a training plan for hiring and sub-delegated managers and 
provided them with essential training on the PSEA and its associated policies and 
appointment framework. 


Staffing practices have improved 


25. We expected each appointment process at the CPC would comply with the PSEA and the 
PSC appointment policies, including respect for the core values of merit and non-partisanship, 
and the guiding values of fairness, transparency, access and representativeness. 


26. We examined all 17 processes conducted by the CPC from January 2006 to March 2008 that 
resulted in 20 appointments (see Table 1). Ten processes were advertised and resulted in 
13 appointments. Seven other appointments were the result of non-advertised processes. 
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Table 1 — Overview of audited files 


Number of Number of 
| Types of process and appointments processes appointments 


Advertised processes and appointments 


Internal advertised — indeterminate i 9 

Internal advertised — acting 

(periods greater than four months) 1 1 

External advertised — indeterminate/term 2 3 
Total advertised processes and appointments 10 13 


See Se ae a Sill ES a Ee Me Dee eee oe a et eed a 
Non-advertised processes and appointments 


Internal non-advertised — indeterminate 2 2 


Internal non-advertised — acting 
(periods greater than four months) 3 3 


External non-advertised — term 


Total non-advertised processes and appointments 7 7 


TOTAL 17 20 


Source: Audit, Evaluation and Studies Branch, Public Service Commission 


27. Our follow-up audit revealed that the CPC made improvements to its staffing system and 
practices. In our October 2005 report, we found situations in which the CPC manipulated 
the appointment processes to hire pre-selected individuals. We found no such situations for 
the period under review. We found that 12 appointments complied with the PSEA and PSC 
appointment policies, including 10 appointments resulting from internal advertised processes 
and both indeterminate appointments from the internal non-advertised process. 


28. We found three external advertised appointments where one essential qualification was 
not assessed. There were no indicators that a preferred candidate had already been chosen. 
The Statement of Merit Criteria included knowledge of two specific software programs as 
an essential qualification. None of the candidates were assessed for their knowledge of one 
of these software programs. During the course of the audit, the PSC requested and confirmed 
that the CPC verify that the individuals appointed fully met this essential qualification. 
As a result, no further action is required. 


29. We noted concerns about the compliance with the PSC’s policy on the Choice of Appointment 
Process. The policy requires a written rationale to demonstrate how a non-advertised 
appointment process meets the established criteria for the choice of non-advertised process 
and how that process respects the appointment values of fairness, transparency, access and 
representativeness. We found that five out of seven rationales did not adequately address the 
appointment values while two did. 
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30. | We also noted that CPC’s internal monitoring processes identified one of the non-compliant 
files. The need for improved rationales to support the choice of non-advertised appointments 
is a challenge. At the CPC, the two rationales we found to be acceptable were well developed. 
We encourage the CPC to use these as examples for future rationales. 


Recommendation 


The Chair of the Commission for Public Complaints Against the RCMP must ensure 
that when a non-advertised appointment process is used, the rationale demonstrates 
how the process meets the established criteria and the appointment values. 


Commission for Public Complaints Against the RCMP response. The CPC accepts the 
recommendation. The CPC will continue its efforts to strengthen the rationales to substantiate 
non-advertised appointment decisions and use as reference its well developed internal examples 
as identified and suggested by the audit team. 


Overall monitoring has improved 


31. We expected that the CPC would monitor staffing activities to ensure compliance with the 
PSEA and the PSC’s appointment policies, and where monitoring activities identified 
problems, the CPC would take the appropriate corrective action. 


32. We found that the CPC monitored its staffing activities. Minutes of the Management 
Committee’s regular meetings indicated discussion and decisions on staffing activities. The 
staffing activities were reviewed not only on an individual basis but also from a global 
perspective for staffing patterns. The CPC is in the process of integrating this practice into their 
business plan. The CPC aims to do this annually. 


33. Public Safety Canada human resources advisors made notes to file in some of the staffing files. 
However, the human resources advisors did not identify the appointments that we found that 
did not comply with the PSEA or with PSC appointment policies. 


Recommendation 


The Chair of the Commission for Public Complaints Against the RCMP must 


strengthen monitoring procedures to ensure that where monitoring identifies 
problems, appropriate corrective action is taken. 


Commission for Public Complaints Against the RCMP response. The CPC accepts the 
recommendation. In fact, the CPC has already strengthened the staffing monitoring procedures 


by updating its internal policy to reflect the need to take corrective action when monitoring 
identifies problems. 
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Conclusion 


34. 


o5. 


36. 


The Commission for Public Complaints Against the RCMP (CPC) has improved its staffing 
systems and practices over the last three years. We concluded that the CPC has responded 
adequately to the recommendations made in our 2005 report. A comprehensive staffing 
management framework is now in place and the CPC has created an environment that 
supports values-based staffing. 


We found that 12 appointments complied with the Public Service Employment Act, 

the Public Service Commission’s (PSC) appointment policies and the instrument of 
appointment delegation signed with the PSC, including 10 appointments resulting from 
internal advertised processes. We also found three external appointments where one essential 
qualification was not assessed. While the CPC’s monitoring activities identified this concern, 
corrective action was taken only as a result of the PSC audit. We also found that the files for 
five non-advertised appointments did not contain adequate written rationales. The CPC’s 
monitoring activities identified one of these cases. 


While we are concerned about the need for the CPC to improve its non-advertised processes 
and to strengthen its monitoring activities, including corrective action, overall we are satisfied 
with the CPC’s staffing activities. 


Follow-up audit of the Commission for Public Complaints Against the RCMP 


The PSC has removed remedial measures 


37. Asaresult of this follow-up audit, the PSC has removed the conditions it imposed in 2005 on 
the CPC’s delegated appointment authorities. The conditions for delegation and accountability 
are stated in the standard Appointment Delegation and Accountability Instrument, which has 
now been signed by the Chair. 


Commission for Public Complaints Against the RCMP response. We are pleased with the 
results of the follow-up audit which recognizes the concerted efforts made by the Commission for 
Public Complaints Against the RCMP (CPC) to strengthen tts human resources management 
framework, including its staffing regime. 


Since 2005, the CPC has introduced significant changes to its organizational and management 
structure to facilitate an effective discharge of its evolving mandate. In March 2008, the Chair 
shared with all CPC employees the ongoing efforts to improve integrated business and human 
resources planning in the CPC and to recognize its successful human resource activities in 
2007-08, including those related to recruitment and staffing. 


The CPC appreciates the acknowledgement by the Public Service Commission that it has indeed 
improved its staffing systems and practices since the last audit. The CPC remains committed 
to continuing to build a solid staffing regime. 


The Chair is pleased to have signed a revised Appointment Delegation and Accountability 
Instrument with the President of the Public Service Commission in recognition of the 
CPC's significant progress and success in putting in place its staffing regime. 
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About the follow-up audit 


Objectives 


The objectives of the follow-up audit were to determine whether the Commission for 

Public Complaints Against the RCMP (CPC) had responded adequately to the Public Service 
Commission's (PSC) recommendations from the October 2005 PSC audit report, and to 
determine whether the CPC had met the essential elements identified by the PSC to support 
the implementation of the Public Service Employment Act (PSEA), which came into force 

on December 31, 2005. 


Scope and Approach 


The follow-up audit covered the period from January 1, 2006 to March 31, 2008. 

The follow-up audit activities consisted of interviews with human resources advisors at 
the CPC and Public Safety Canada and with the CPC hiring managers involved in staffing 
activities. We examined all 17 appointment processes that resulted in 20 appointments 
made under the PSEA during the period under review. We excluded casuals, students and 
deployments. In addition, we reviewed documents regarding staffing activities at the CPC, 
such as plans, policies, programs and reports. 


Criteria 


We drew the following audit criteria from the Staffing Management Accountability Framework 
(SMAF), as well as the Appointment Delegation and Accountability Instrument (ADAI) signed 
by the Chair of the CPC and the Commission. We expect the CPC to: 


m= havea staffing management framework in place, based on the PSC’s Staffing Management 
Accountability Framework (SMAF) and have an approved set of policies that guide the 
organization in its appointment processes; 


m offer training under the PSEA to hiring managers, prior to granting sub-delegation; 


m provide hiring managers with access to human resources advisors whose expertise 
in the Appointment Framework has been validated by the PSC; 


= undertake human resources planning that is integrated with business planning to 
enable the CPC to identify its current and future human resources needs; and ensure 
that staffing activities are consistent with human resources planning, with any variances 
being monitored and explained; 
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= have a process to track and monitor the overall performance of its appointment and 
appointment-related authorities; and 


= ensure that appointments and appointment processes are compliant with relevant 
authorities, respect the appointment values and are supported by sufficient, 
appropriate documentation. 


Audit team 


Vice-President, Audit, Evaluation and Studies Branch: 
Mary Clennett 


Director General, Departmental Audits Directorate: 
Dena Palamedes 


Director, Departmental Audits Directorate: 
Denise Coudry-Batalla 


Auditors: 
Dominique Charlebois 
Lise Lanthier 
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Glossary 


Acting appointment 
The temporary promotion of an employee. 


Active monitoring 
An on-going process of gathering and analyzing information to assess staffing performance 
and provide an early indication if adjustments are required to staffing approaches. 


Advertised appointment process 
When persons in the area of selection are informed of and can apply to an appointment opportunity. 


Appointment 
An action taken under the Public Service Employment Act to hire or promote someone. 


Appointment Delegation and Accountability Instrument (ADAI) 

The formal document by which the PSC delegates its authorities to deputy heads. It identifies 
authorities, any conditions related to the delegation and sub-delegation of these authorities 
and how deputy heads will be held accountable for the exercise of their delegated authorities. 


Essential qualifications 

Qualifications necessary for the work to be performed and that must be met in order for a person 
to be appointed. These include education, experience, occupational certification, knowledge, 
abilities and skills, aptitudes, personal suitability and official language proficiency. 


External appointment process 
A process in which persons may be considered, whether or not they are employed in the 
public service. 


Internal appointment process 
A process for making one or more appointments for which only persons employed in the public 
service may be considered. 


Merit-based appointment 

The person appointed meets the essential qualifications for the work to be performed, including 
official language proficiency. In addition, the manager may take into consideration the asset 
qualifications, as well as current or future operational requirements or organizational needs 

that the deputy head establishes. An appointment can be merit-based even if only one candidate 
is considered. 


Non-advertised appointment process 
An appointment process that does not meet the criteria for an advertised appointment process. 
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Statement of Merit Criteria 
Forms the basis for the assessment of merit; includes essential qualifications, asset qualifications, 
operational requirements and organizational needs. 


Staffing Delegation and Accountability Agreement (SDAA) 

Under the previous Public Service Employment Act, the agreement that sets out the principles and 
values according to which staffing is conducted in the public service, the Public Service Commission's 
expectations of those exercising delegated authority and the specific authorities that have been 
delegated. The agreement may be modified at the request of either party at any time. 
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